TRAINING  AND  SELECTION  OF   MANAGERS
that learning is more effective if it arises directly out of doing
something oneself, particularly if the thing done is found
by oneself to be wrong. Obviously,, therefore, the more
opportunities for coming into contact with experiences
the more experience gained.
This principle is important and leads to one of the
most effective  ways  by which the  weaknesses  can  be
J'inwardly55 exposed, and, we hope, experience gained.
Let us take a few examples:
1.   You appoint a supervisor to a new post.   He is given clear
guidance and  "terms of reference"  beforehand so that
your own immediate responsibilities are discharged.   The
supervisor is on his own thereafter and should be allowed,
for a reasonable period, to stand or fall on his own feet.
Whether he meets, or falls down on his target, his ex-
perience will stick far better if he is allowed fully to work
out his own destiny.   Any too-early attempts on your part
to break in on his experiences are likely to weaken his own
personal sense of performance, or lack of it.    It may be
hard for you to keep away knowing that you can give help,
but working out his own troubles (and improving your
tolerance) should be encouraged to a high degree.    Ulti-
mately, particularly if the target is not met, the performance
must be discussed fully with the supervisor and the lessons
confirmed.
2.   A problem is set with no suggestions on how to solve it,
beyond stating the problem clearly.   The supervisor must
fight his own way through the undergrowth towards its
solution, rather than have a road prepared for him.   We
all know the sort of form on which all the questions are
shown, and you merely have to tick off appropriate ones.
In this case, however, the supervisor has to formulate his
own questions as well as getting the answers.
3.   When a job has been badly done it occasionally pays to
say nothing about it to the defaulter.   He may think more
about why you didtft talk to him than if you had.   This
may be particularly effective where departmental results
are being checked over at, for instance, a progress meeting.
Each supervisor will try very hard to achieve target if
each target is publicized in the presence of others in a
similar position.   If he falls down it is usually unnecessary
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